Accepted manuscript doi: 10.1680/jinam.18.00012 8 roles: the route asset managers as client, the programme development managers as sponsor and the project managers and planners as the integrated planning team, also known as the controlling mind.
The role of the client, sponsor and client programme office is to ensure effective planning, integration, and delivery of its enhancement and renewal projects while operating a Railway. They need to balance the portfolio capital work with the Route wider objectives, access and resource constraints as well as the needs of its key stakeholders. This reorganisation aligns with the clienting guidelines developed by Network Rail and first published in July 2013 and the sponsoring operating model and project life cycle described in Network Rail's Sponsors' Handbook published internally in January 2016. The clienting guidelines were also embedded within Anglia Route via workshops involving the route asset managers, the sponsors and Anglia delivery partners. The key mindset shift was that by optimising and integrating the plan, key resources were considering the effects on operational performance during and after the planned asset interventions. This mindset drove the geographical packaging of capital works, and better consideration of the impact of standalone interventions on other asset disciplines. This led to better operational risk management.
Route client role
The route client is the directing mind during development and delivery, and is accountable for appointing a person to fulfil the sponsor role post transition, integrating, planning, and delivering enhancement and renewal projects in conjunction with their operations. This accountability exists throughout the life cycle of the project. The accountability of the Route client was refocused on promoting outcomes that at least protect current performance levels and adhere to long-term asset policy.
Sponsor role
The sponsor is the single focal point for day-to-day management on behalf of the client. He acts on behalf of the clients as the clients' agent, carrying out all the essential management activities including funding control, management of stakeholder relationships and expectations, requirements gathering, work acceptance, and project close-out. He sets the business requirements which the project must deliver using the client and route requirements templates, he owns, and actively manages delivery of outputs against, the business case. This allows the delivery organisation to be accountable to the sponsor for delivery of work to meet the sponsor's stated requirements to agreed scope, cost and schedule within the context of Network Rail's Governance for Railway Investment Projects framework.
The restructuring supported the sponsors in encouraging geographically integrated multi-discipline asset interventions which minimise customer disruptions and are in line with good asset management principles.
Integrated planning team
An integrated planning team was also established to act as a 'Controlling Mind'. Its role is to 10 take into consideration all the requirements of all the stakeholder groups across the Anglia Route and to maximise the delivery of both renewals volumes and enhancements works, by efficient and coordinated use of the available track access, and to manage the risks associated with the delivery of the planned work within the access time available. The Controlling Mind had a key objective to translate the strategic plan into an optimal tactical delivery plan (1) safeguarding passenger disruptions to planned minimum and (2) promoting operational performance.
The controlling mind team is involved in all the stages of the capital delivery process: strategic, tactical, delivery, and reporting, and is divided into three sub-units: long term, medium and short term. The framework and processes applied by the Controlling Mind across these three timelines are further described in section 2.3.
Governance strategy
In addition to the reorganisation described in section 2.1, Anglia Route reinforced it governance structure for the delivery of capital works. A SharePoint site and a client programme office were set up, and a robust and transparent change control process was implemented. This change control process is fully embedded into Network Rail's corporate business planning and investment planning process.
The SharePoint site is used as the core information system for Asset Management. It contains various lists of data including the Workbank, renewals and enhancement project register for, change register, Project Requirement Specifications (PRS) register, possessions plan etc. It is also used as a repository for asset management documentation. for final integration, generates a weekly assurance report with a recommendation on go/no-go status and also informs decisions on implementation of any contingency plans. The key approach was that there was a single controlling mind who could act as the performance regulator to ensure no single event would have a detrimental impact to the short-and-long-term objectives, reputationally keeping the infrastructure owner on the right side of regulators and stakeholders. On occasions, the short-term controlling mind team will attend site to ensure a right-time handback along with a recommendation of which work may need to be cancelled or curtailed to avoid late handback.
Delivery assurance and stakeholder engagement
To provide an additional level of confidence that capital works activities are delivered within the planned possession times, an Assurance Review Panel (ARP)was also set up.
The ARP considers work activities that are planned for delivery during specific blockades, bank holiday weekends, and during the Christmas and New Year holiday period.
The ARP is undertaken at defined stages prior to the date of possessions: 12 weeks before (known as T-12), 8 weeks before (T-8), 4 weeks before (T-4), and 2 weeks before (T-2). The ARP consists of representatives from Network Rail, train operators, freight operators, contractors and other delivery organisations, and other involved third parties. The ARP is chaired by an independent chairperson.
This process provides the opportunity to demonstrate and test the robustness of the work planning activities. It also provides key stakeholders the opportunity to gain a level of confidence that there will be a right-time hand back at the end of the possession, and that there will not be any unplanned disruption as a result of the works.
The ARP identifies issues that need to be resolved before the next stage of the process, provides a quantified level of confidence that the work is being delivered to a robust plan, that all the necessary resources have been identified and are available, and that risks which could cause further operational disruption have been identified and are being managed to an acceptable level.
The ARP also ensures external stakeholders and other relevant third parties have had adequate opportunity to plan for the period of disruption and that they have contingency plans in place as well as clear communication strategies and processes in place to deal with any issues as a result of the disruption.
During these key periods, the controlling mind team also acts as a dedicated 24/7 progress reporting team. This enables improved reporting between Anglia Route and its deliverers and therefore more informed management decisions. The dedicated 24/7 progress reporting team will also provide completion reports detailing the requirements and schedules for any follow up work or any lessons learned which need to be embedded in future works.
Benefits and key successes to date
The reorganisation of the route asset management team, including the creation of the controlling mind team, the Anglia asset management SharePoint site and a client programme office, and the development and implementation of a novel integrated planning process as well as a more robust governance structure are driving significant improvements in our capital programme planning and delivery capability in the long, medium and short term.
These changes are also supporting better communication and more collaborative behaviours within Network Rail, its key delivery partners, and customers.
Strategic and operational benefits
The route asset management team reorganisation and the creation of the controlling mind team brought clarity of purpose and clearer focus on our corporate objectives. They enabled a better understanding and ownership of the five-year programme with the sponsor team now managing with the support of the controlling mind team the day to day renewal programme and therefore allowing the route asset management team to focus on the timely delivery of the CP5 renewal projects remits and the early development of the CP6 renewal workbank. Anglia route now has a robust three years rolling integrated resource and access plan, and has a better The asset management SharePoint site together with the client programme office has moreover promoted transparency, openness and accountability both within the route asset management team and with our delivery partners; and the improved change control process supported benchmarking of achievements against annual baselines and thus promoted continuous improvement. The short term delivery reviews have helped promote the development of robust resource loaded plans as well as operational contingency plans, and therefore minimise the likelihood and severity of overruns. The number of incidents resulting in a failure to handback on time has decreased from 623 in 2014/15 to 493 in 2016/17. This corresponds to a reduction in incidents per million pounds spent from 9.4 to 4.5. This also corresponds, to a decreasing number of delay minutes per million pounds spent from 69min/£m to 33 min/£m as Figure 5 .
The long term controlling mind process described in section 2.3.2 has also led to a better application of the Network Code Decision Criteria and has resulted in a significant reduction in the number of disputes with train and freight operators throughout the iterations of the EAS for 2016/17, 2017/18 and 2017/19. For example, in August 2016 in a timetable dispute hearing Anglia Route successfully argued that it had correctly applied the Network Code Decision Criteria to its decision to take the Great Eastern Main Line Restrictions of Use in weeks 28 to 30 of 2016/17. This successful dispute hearing was key to the timely completion of Shenfield re-modelling and therefore delivery of the Crossrail programme. Anglia Route is also now able to challenge validity of access requests within the required timescales to ensure robust timetabling and minimum customer disruption. We are able to minimise cancellation costs from contractors by identifying at T-47 incompatibility of works.
For example, through the T-47 workshop it was identified that that a large number of paths for haulage trains in and out of Whitemoor depot for work throughout Anglia conflicted
